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LEADERSHIP

Budgets are an incredible planning tool and are 
essential for success. One of the decisions that every 
organization has to make is how do you handle 
changes to a budget after the budget is approved? 

This is especially true for tech budgets where technology is 
constantly changing. You plan for one model only to find an 
updated model is released with better features and a slightly 
higher price tag. What do you do? 

Make a Philosophical Decision 
Do you work with static or flexible budgets? A static 

budget doesn’t change. When you run out of money, you’re 
done. A flexible budget is based on actual dollar amounts and 
allows for some breathing room. A static budget is based on 
your best guess about future expenses. A flexible budget is 
based on your best guess on what future expenses are fixed 
and what future expenses will change. Static budgets are set a 
year in advance and do not change. This requires forecasting 
to determine if you’re going to meet or exceed your budget. 
Flexible budgets are set a year in advance, but track changes 
and make adjustments based on actual numbers. Now, 
before everyone jumps onto the flexible budget train, flexible 
budgets require more attention, expertise and management.

Plan a Flexible Budget
Flexible Budgets are ideal for handling changing conditions 

or planning for first time events or purchases. In a church 
environment, the biggest variable is growth that results in 
greater giving. The best way to plan for growth is to develop a 
tech implementation plan that is scalable. In other words, just 
because you have 20 singers on the worship team doesn’t mean 
you need 20 microphones, especially if there are only 40 people 
in your congregation! However, if you have 10,000 people you 
might need 20 microphones. In other words, think in terms 

BY HOLLAND DAVIS 

of scalability and purchase tech that is as flexible as possible, 
and in terms of components that can be easily expanded as the 
need arises. That means purchasing tech from solid companies 
that have a reputation for longevity and support. 

One question to always ask is what is the minimum budget 
needed to accomplish the goal. Maybe you don’t need the top 
of the line wireless in-ear system, and can get by with a wired 
in-ear system.  

For example, at my church we have a congregation of 
around 100-150 and our new sanctuary seats 160. In-ear 
monitors aren’t really needed. In fact, monitors aren’t really 
needed. We can pretty much hear everything we need to hear 
from the house speakers. However, if we were to expand to a 
500 seat sanctuary, we would need in-ear monitors because 
hearing would become an issue. I set a budget based on the 
size of the congregation and the equipment needed to meet 
the needs of the group. As we grow, we will increase our 
budget and plan for a larger venue. 

The biggest mistake a small church can make is to attempt 
to emulate the model of a big church by creating a tech heavy, 
big production sound for the 50 people in your congregation. 
If you think a big production with backing tracks that have 
massive choirs and four layers of electric guitars is what you 
need to have a satisfying worship experience, you have bigger 
problems than your budget.

Set a Realistic Base
This leads to the question, what do you need to meet the 

goal? It really depends on the mission of your church. For 
instance, at Calvary Chapel San Clemente our reach extends 
beyond our church. We have people that watch us online from 
all over the world. Therefore, it fits our mission to provide a 
good quality live streaming broadcast for our congregants 
who travel, shut ins who can’t get to a service or those in other 

How to Get the Static 
Out of Your  
Budget
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parts of the world. That is our base. We’ve been able to budget 
each year for upgrades that allow us to make small but wise 
improvements to our mobile webcasting stream. As we are 
now moving into a more permanent facility, we’ve built in the 
flexibility to purchase better quality equipment, but it’s based 
on an increase of giving. We don’t have a percentage we are 
setting aside, but meet on a regular basis to review finances 
and make decisions accordingly. However, it might make sense 
for you to look at your present budget and put a percentage 
on it, for example 10% of your current budget goes to media 
and media’s budget will always be 10% of the giving. As giving 
increases then the budget will increase naturally as well. 

Make a Static Budget Appear Flexible 
Most small churches use static budgets because they don’t 

have the staff to manage a flexible budget. If extra money comes 
in, it automatically goes into the general fund to be used in 
case of an emergency or to be a cushion for regular expenses. 
In this scenario, you need to build margins into your static 
budget so you can treat it like a flexible budget. You can build 
margins through your maintenance budget, repair budget or 
even adding to your equipment and new purchase budget. The 
goal in this scenario is to get the best deal possible and come in 
under budget, using the additional funds to more microphones, 
better features or additional, unplanned for, equipment.

Expect Growth
Most churches don’t expect to grow. They hope they grow, 

but they don’t plan for growth. However, expecting growth 
actually motivates you to grow. It changes the decisions you 
make. For instance, when purchasing a piece of equipment, 
make sure there is a program in place to trade it in when 
you want to upgrade. If there is no trade in, make sure you 
purchase equipment that holds its resale value. If there is no 
resale value, purchase equipment you can hand down to other 
ministries. Even in the tech world, there are product lines and 
companies that have a reputation for quality, and this will help 
keep costs down when expanding equipment.

One Final Word 
Remember, a budget is a tool to help you make good 

decisions. It is not a prison to hold you hostage – and the 
accountants are not economic terrorists. I worked for a large 
church that used a flexible budget approach for everything. 
They did not have a static budget and every decision was 
weighed carefully in prayer. It was a very successful way of 
managing the finances that I continue in our current church. 
If you have something that’s working for you, please share it. 
You can send your ideas to info@calvarysanclemente.org. T

Holland Davis is a teaching pastor, veteran worship 
leader, composer and author. He is the Senior 
Pastor of Calvary Chapel San Clemente and CEO of 
http://worshipsong.com. You can follow him on twitter 
or instagram @hollanddavis
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TFWM: First of all, let’s get the details out of the 
way: give us the 411 on the conference.
Davis: The West Coast Worship Leader’s Conference will 
be held September 5-7, 2019 at Calvary Chapel Chino 
Valley. The cost is $ 75.00 for all 3 days and includes 
lunch on Friday. For people that can only make one day 
the cost is $ 65.00. They can register online at westcoast.
ccaworship.com.

Now, we’ve noticed for a Senior Pastor you have a 
pretty extensive working knowledge of worship 
and technology. Where did you get your training? 
Davis: Prior to becoming a Senior Pastor and planting our 
church, I served for many years as a worship leader and 
creative arts director for several large churches including 
Calvary Chapel Costa Mesa with Pastor Chuck Smith. 
While I was at Calvary Chapel Costa Mesa, I started the 
School of Worship, restarted Calvary Chapel Music and 
oversaw the worship ministries. Prior to that, I was the 
Marketing and A&R director for Maranatha! Music where 
I served on the team that developed the WOW Worship 
Series and the Top 25 Praise Songs. I was also a recording 
artist with Rolltop Music prior to that, where I developed 
the worship leader training curriculum that became the 
genesis for the School of Worship that I would later launch 
for Calvary Chapel.

There are a lot of conferences, what makes this 
conference so unique?
Davis: There are several things that make this conference 
unique, but the one that comes to mind is there are no 
superstars on the platform. The main sessions are taught 
by Senior Pastors who have worship ministries that are 
influencing their region. The worship leaders are all local 
church worship leaders who write original worship songs. 
A couple of our worship leaders are published writers, and 
the songs they are introducing are songs that are already 
ministering in their regions.

We wanted an event where the focus was on connecting 
with other worship leaders, building relationships, 
resourcing one another. We didn’t want the conference to 
be a marketing venue or an artist’s platform. Coming from 
the music industry, it’s always been my belief that God gives 
songs to a local church. Some of those songs have a local 
impact, regional impact, national or global impact. The 
impact is up to God but the song was given to a community. 
All our worship leaders are encouraged to include their 
original songs in their setlists. 

Another focus we have in our general sessions is an 
emphasis on people having an encounter with the Presence 
of God. It’s not uncommon to see people with their hands 
lifted, tears streaming down their faces as they’re lost in 
worship. We also end the evening with an extended time 

Pastor Holland of Calvary Chapel San Clemente writes the monthly 
column In The Muse for Technologies For Worship Magazine, and he is also the organizer 
for a new worship conference based in Southern California. We caught up with him at his 
offices in Southern California in an exclusive interview for TFWM.

WITH PASTOR HOLLAND DAVIS
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of worship that Calvary Chapels call an ‘afterglow’ where 
people are free to pray for one another or encourage one 
another by sharing something that God puts on their heart 
for someone else. Every night we also had an after party 
where worship leaders could share songs in an informal 
setting. It’s a very special time.

Do you have workshops or is it mainly main 
sessions?
Davis: We do offer a full array of workshops that are 
practically based. We have workshops for vocalists, various 
instrumentalists such as guitar and keyboards. This year the 
current guitarists for the original surf innovators The Safaris 
of Wipeout fame will be teaching our electric guitar track. 
We also have tech classes taught by our industry sponsors. 
Last year Yamaha Music was involved, this year we have 
Doug Gould from Worship MD. He represents PreSonus, 
myMix, RME and Martin Guitars! We also have QSC and 
AudioFusion, which has a killer new in-ear monitoring 
system that works with your iPhone. Worshipsong did a 
workshop on integrating multi-tack band apps into your 
worship service.

The workshops that I lead in particular is geared 
towards Senior Pastors. Our first year about 10% of the 
registrants were Senior Pastors. Many had the dual roll of 
leading worship and preaching. My workshops are geared 
towards helping Senior Pastors think through their vision 
for worship and understand how to work with creatives to 
implement their vision. In fact, our most popular classes had 
to deal with leadership issues and 

Video and Web Streaming seem to be hot topics. 
Are you addressing these topics or is this 
primarily a music conference?
Davis: Actually, we will have some workshops that focus 
on video. One on producing a live video web stream that 
will be taught by the Video Production Team from The 
Somebody Loves You Crusades with Raul Ries. They do a 
phenomenal job capturing an event using wireless video 
technology. We will also have a workshop teaching churches 
how to produce video announcements for their services. I 
actually hate giving up time in a service to announcements 
because it always goes longer than expected. We do our 
announcements at the end of the service for that reason. But 
I am considering the change to a video announcement. I 
believe this will be a valuable workshop for churches. Believe 
it or not, we’ve offered workshops in photography because 
the licensing laws make it scary to take images off the 
internet. Churches really need to produce their own images.

So, this conference is not just for musicians, it’s 
for tech teams too?
Davis: Actually, our goal is have something for everyone 
involved in creative arts including tech teams, sound, video, 
lights, children’s ministries, leadership teams such as Senior 
Pastors and worship leaders, musicians, songwriters and 
vocalists.

Now this conference is called the Calvary 
Chapel Association West Coast Worship Leaders 
Conference. Is this a conference for a specific 

“Our goal is have something 
for everyone involved in 
creative arts, including 
tech teams, sound, video, 
lights, children’s ministries, 
leadership teams, musicians, 
songwriters and vocalists

Content is copyright protected and provided for personal use only - not for reproduction or retransmission.
For reprints please contact the Publisher.



66 /JULY 2019  |  TFWM.COM

Based on your years in the music industry and 
as a church leader, do you see any trends or 
movements that you’re noticing?
Davis: I would say now is the time for the small local church. 
This is actually a very exciting time for local churches and 
independent songwriters. There are so many resources 
available to help churches get their message out and to 
help independent writers get their music out. Magazines 
like Technologies For Worship Magazine are educating 
churches on how to take advantage of these resources. Small 
churches have the ability to broadcast the gospel over the 
internet alongside megachurches. Instead of focusing on the 
people who aren’t there, think of your sanctuary as a web 
streaming venue. Websites like Worshipsong.com provide a 
way for worship songwriters to have their songs heard on a 
worldwide platform. The Worshipsong Band App provides 
a way for independently produced multi-tracks to be 
distributed as well. Never before has it been so easy for local 
churches to be seen and heard. There are many who say the 
megachurch days are over and that may or may not be true. I 
say the days of excuses are over. The only barrier for a church 
of any size to get the gospel out is simply an unwillingness 
to do it. Statistics show that anywhere from 30 to 88% of the 
internet is porn. Wouldn’t it be wonderful to be able to say 30 
to 88% of the internet is the gospel? We are in the age to do it. 
We have the technology to do it. Let’s do it! 

For more information on the West Coast Worship 
Leader’s Conference visit westcoast.ccaworship.com T

group of churches or can any church register?
Davis: That’s a good question. Most historians would say 
the Jesus Movement that was based at Calvary Chapel 
Costa Mesa introduced a new way of worship and music 
evangelism that changed the face of worship today. I don’t 
think we would have worship leaders like Chris Tomlin 
and Paul Baloche if it wasn’t for the revival that gave birth 
to Maranatha! Music, started by Pastor Chuck Smith, 
who pioneered the Christian Music industry. In fact, Paul 
Baloche was part of the original Maranatha! Praise Band 
that introduced contemporary worship to mainstream 
churches in the 80’s and 90’s. Following in that tradition, 
the West Coast Worship Leader’s Conference is really for 
every church. The main sessions are Bible centered and 
the workshops are practical and are geared to encourage 
churches of all sizes. The majority of churches are between 
75-150 and so we emphasize models of ministry and 
workshops that will help those churches. But our tech 
classes are taught by industry leaders and provide a perfect 
opportunity for large churches to meet the guys that can 
actually answer their questions. The smart tech companies 
are realizing the small church is where it’s at. When you go 
after big churches you get the big sale... one time. When 
you develop a relationship with a small church you will get 
multiple sales over time because they are constantly growing 
and expanding and in need of next level technologies. Plus, 
small churches can’t emulate big churches because they don’t 
have the budgets.
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